Florida Department of Transportation

605 Suwannee Street
JEB BUSH r THOMAS F. BARRY, JR.
GOVERNOR Tallahassee, Florida 32398-0450 SECRETARY J

July 22, 1999

THIS MEMO IS EXPIRED

MEMORANDUM NO: 22-99

TO: DISTRICT CONSTRUCTION ENGINEERS
FROM: I %anders, State Construction Engineer

COPIES: Bill Deyo, Bill Albaugh, Charles Goodman, Archie Montgomery, Jim Johnson,
Area Engineers

SUBJECT: CONTRACT CHANGE CODING IN CARS AND CARS - AN INITIAL
ASSESSMENT REPORT

Purpose: As part of the State Construction Office Strategic Plan, I have completed an initial
assessment of our cost and time overrun tracking systems for input problems including accuracy
and ease of use. The purpose of that assessment was to determine if the State Construction Office
tracking system for cost and time overruns is adequate, effective, comprehensive and, wherever
possible, to suggest improvements. I would like your responses with comments on the findings
and recommendations of this report by August 6™, 1999 so I can review them before issuing my
final report on this subject. Based on your inputs and another sample of data from each district,
we’ll set or change our policies in these areas.

Method: From May 3™ to May 11", a representative from my office visited 4 Districts. At
each district visited, an attempt was made to check 15 Supplemental Agreements, 15 Time
Extensions and 15 Time Suspensions which had been done between April 30", 1998 and April
29" 1999. We asked to see the documents and the supporting paperwork for each contract change.
Some districts were unable to provide the 15 examples requested because 15 examples had not
occurred in the district during the one year time frame studied. At each district a comparison was
made between the documents provided and the 6 character coding information shown in the
construction office CARS tracking programs and the information shown for Supplemental
agreements in the CRS system.

The 6 character coding in the CARS system consists of 4 parts. The first part is a 3 digit number
called a reason code which is used to describe the root cause of the contract change rather than
describing the work. The remaining 3 parts are single character codes used to denote avoidability,
cost recovery and claim settlements or project limit extensions (see lists of available choices at end
of this memo). A subset of these codes is used on time extensions and time suspensions.

At each District, a separate discussion was held with the District Construction Engineer, the

Engineer in charge of the administrative aspects of contract changes and the individu@responsible
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for data entry. During these discussions the district personnel were assured that the report

resulting from his visit would not cite specific districts or projects. This was done to get access to
the widest sample of data and elicit the most candid suggestions for improvement during the brief
time available for these visit to the districts. For this reason statistics on the individual districts

have been anonymously tabulated under the headings Dist. A through Dist. D.

Statistical Summary of Findings

Reporting Period 04/30/98 to 04/30/99
SUPPLEMENTAL AGREEMENTS

# Supplemental Agreements Checked

# Coded Correctly in CRS

% Coded Correctly in CRS

# Coded Correctly in CARS

% Coded Correctly in CARS

TIME EXTENSIONS
# Time Extensions Checked
# Coded Correctly on document backup
% Coded Correctly on document backup
# Coded Correctly in CARS
% Coded Correctly in CARS

TIME SUSPENSIONS
# Time Suspensions Checked
# Coded Correctly on document backup
% Coded Correctly on document backup
# Coded Correctly in CARS
% Coded Correctly in CARS

SAMPLE SIZE DATA
(no data on tot. # SAs in current reports)
Total # Time Susp., Ext. & Weather Letters
Total # Weather Letters
# Time Susp. & Ext.
# Time Susp. & Ext. Checked
% Time Ssp. & Ext. Checked

Dist. A Dist. B Dist. C Dist. D 4 Dist.'s
15 15 15 15 60

14 15 13 10 52
93.3% 100.0% 86.7% 66.7% 86.7%
9 10 11 14 44
60.0% 66.7% 73.3% 93.3% 73.3%
Distt A Distt B Dist. C Dist.D 4 Dist.'s
15 5 15 15 50

11 5 13 13 42
73.3% 100.0% 86.7% 86.7% 84.0%
4 4 13 13 34
26.7% 80.0% 86.7% 86.7% 68.0%
Dist. A . Dist.t B Dist. C Dist. D 4 Dist.'s
15 15 15 7 52

11 11 14 6 42
73.3% 73.3% 93.3% 85.7% 80.8%
8 10 12 6 36
53.3% 66.7% 80.0% 85.7% 69.2%
Distt A Dist. B Dist. C Dist. D 4 Dist.'s
521 138 402 51 1112
427 66 229 21 743
94 72 173 30 369

30 20 30 22 102
3191% 27.78% 17.34% 73.33% 27.64%
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Findings and Recommendations:

1)

2)

3)

One district was entering data into the CARS system 5 to 6 months after the execution of
the contract changes.

Policy will be established detailing a reasonable interval after the execution of a contract
change during which that change should be entered in the CARS tracking program.
Fourteen calendar days after the execution of an SA or grant of a time extension or time
suspension should be adequate for data entry.

There was a general confusion over when a claim settlement code should be used and if the
3 digit reason code “851" for claim settlement should be used in lieu of the last single
character code “C” which also indicates a claim settlement. The claim settlement is
overused because “claim settlement” needs a definition different from “negotiated
settlement”

Give a uniform definition of claim settlement to all districts. (Note this has already been
done). The reason code “851" for claim settlement should be deleted. Provision should be
made, in the tracking programs, to use the same set of reason codes and the same codes for
denoting avoid ability, cost recovery and claim settlements / project limit extensions for all
SA’s, time extensions and time suspensions. Provision should also be made for the
recording of premium costs when they are known to be associated with time extensions or
time suspensions (example, home office overhead). To accomplish this a cost recovery field
will need to be added to the time extension input screens. Recognizing that known premium
costs associated with time changes are rare. . . the default value of these should be set to
zero. Provision must also be made to display the full set of codes including the 3 single
digit codes for avoid ability, cost recovery and claim settlements with associated premium
costs in the report options for time suspensions and extensions.

There was confusion over entering reason codes for multiple issues on time extensions.
The current version of Construction System User’s Guide contains no instructions on using
multiple segments to enter various reason codes for multiple issues covered on a single
time extension. The tracking program currently supports this capability but the available
report options display only the reason codes for the first segment and the total time.

Instructions on using multiple segments to enter various reason codes for multiple issues
covered on a single time extension should be added to the Construction System User’s
Guide and the reporting options should be adjusted to display multiple segments of a single
time extension when they are entered.
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Findings and Recommendations. . . continued

4)

)

6)

7

There was also a general belief that it was acceptable to issue time suspensions for multiple
reasons. This is a view not held by the State Construction Office.

Policy on using time suspensions for multiple issues will be stated clearly by the State
Construction Office. If this is allowed both the tracking program and the report options
must be modified. My office currently wants a single issue on each time suspension for the
following reason. A suspension for multiple overlapping reasons might have a single
beginning and end, but if the time required for the various issues failed to be consecutive or
overlapping then multiple starts and stops would be needed for a single suspension.

There was confusion as to the meaning of “Date Granted” in the report options dealing
with time suspensions.

In the report options dealing with time suspensions, the date shown under the heading
“date granted” is actually the first day of the time suspension. This heading should be
changed to “start date” when used for time suspensions.

Negative time extensions were being used.

Negative time extensions should not be used. This policy should be clearly stated by the
State Construction Office because the CPAM is silent on this issue. Some districts have
interpreted that silence as licence to use negative time extensions. A time extension letter
which reduces the contract time without providing any consideration to the contractor in
return would likely be unenforceable. Where a time extension letter is only used to grant
time... it's hard to see how a contractor would willingly allow the reduction of contract
time without some reason which should properly be covered in an SA or SA work order.
Now that Contingency SA work orders will also be used to change contract time, a minor
contract time reduction involving only minor compensation for the contractor can be
handled quicker than a major reduction requiring an SA. To avoid data input errors, we
should block the input of negative days into the time extension/suspension tracking system
by having an error message displayed if the user attempts to enter anything except a
positive integer number of days.

Time reports often showed a blank field for the number of days. Several District staffers
also complained that there is no way to delete an incorrect a record once it has been created.

Before accepting a data entry, the tracking program should require a positive integer in the
field for the number of days for a non-weathei time extension or a time suspension. The
tracking program should allow a way to delete an incorrect time suspension or time
extension entry after it has been created. This method should be shown in the Construction
System User’s Guide. Several district staff noted time suspensions could be suppressed in
the reports by changing the data record for the 3 digit reason code to a blank space. If
appropriate, show this method in the Construction System User’s Guide.
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Findings and Recommendations. . . continued

8) The report options for time changes did not include separate totals for all time extensions
exclusive of weather time extensions and all time suspensions.

The report options for time changes should include separate overall totals for 3 sections of
the report, a)--- for all time extensions exclusive of weather time extensions

b)--- for all weather time extensions

¢)--- for all time suspensions.

) When a letter informing the contractor that no days are being granted for weather delays
during a specific period is sent out, several districts were uncertain if this needed to be
entered in the CARS tracking system. Some felt it would demonstrate that weather days
had been considered... but entering a zero only produced an entry on that date showing a
blank for number of days.

Zero day weather time extension letters should be entered and should display a zero in the
report formats when a zero has been entered .

10)  Requiring a date on a pending SA in CARS leads to problems when the certification of
funds occurs after the assumed date of the pending SA... and... the district staff does not
change the date on the pending SA before approving it in CARS to match the date actually
used on the paper SA document and in CARS.

As we are unlikely to get any program change in the CARS system, the Construction System
User’s Guide should contain instructions to the district staff on how to change the date of a
pending SA and who to call to change the date of an approved SA in the CARS system.
Programming in the CARS system should be changed so that the date of an SA is read from
the CARS system without the opportunity for change by the user. Any attempt, by a user, to
change the SA date shown in the CARS system should generate an automated message to
the user instructing the user that the date must be changed in the CARS system first.

11)  In current contract change reports there is no way to distinguish between federal aid and
non federal aid jobs... and... consequently no way to determine what percent of contract
changes on federal aid projects are federal aid participating.

In order to determine what percent of contract changes on federal aid projects are federal
aid participating, report options showing only federal aid projects are required .
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Findings and Recommendations. . . continued

12)

13)

There is no current report option which will display only all those contract changes
containing a specific reason code... on at least one the work orders in an SA... or ...on at
least one segment of a time extension. This results in an inability to display the total costs
or additional contract time associated with a specific reason code.

We need a report option capable of showing only those SA’s having a work order/issue for a
particular reason code. . . this report should sum up the total costs and days attributed to
the portion of those SAs represented by the work order/ issues for the particular reason code
being studied. Note that where SAs contain multiple work orders/issues for various reason
codes. . . the costs and time for a particular reason code will only be a fraction of the total
SAs costs and time. We need a similar report for time extensions which can also be granted
for multiple reasons listed on individual time extension segments.

The time suspension report as currently written provides this information because it sums
up the information by reason code. Each suspension is intended to cover only one issue and
therefore contains only one reason code. . . that portion of the current report dealing only
with the reason code of interest. . . should be appended to the time extension report
summing up the total of all portions of time extensions granted for a specific reason code.

For most of our customers, the length of project time is seen as the duration of disruption
between... the time the construction ahead signs go up... and the time they come down. The
use of time suspensions to prevent an increase the number of contract days... is an arbitrary
device which confuses the issue of contract time for both the public and other branches of
Florida’s government. As the need to avoid contract delays has focused attention on this
area... the use of time suspensions in lieu of time extensions has dramatically increased in
some parts of the state. This slows the increase of contract days... which the FDOT
measures as delay... without preventing the increase in project durations... which the public
perceives as delay.

We should stop using time suspensions. A suspension is still needed when we prevent the
contractor from working to avoid slowing traffic during special events or heavy traffic
congestion . . . but we should be suspending work . . . not contract time. On current time
extension issues . . . the cause of delay is the key to granting the contractor additional
contract time. Work suspensions should be handled the same way . . . by granting the
contractor additional time, with a time extension, when the delay is not the contractor’s
fault. The payment of home office overhead during periods of increased contract duration is
now arbitrarily specified depending on the use of a time suspension or extension. To avoid
inequity, exceptions are often justified by stating the payment of overhead was made
because the delay was not caused by the contractor. The payment of overhead costs...
should also be based solely on the determination of the cause of the delay .
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Available Choices for Single Digit Codes

Avoid ability Codes Cost Recovery Codes
0 - Unavoidable; no remedial action required Y - Initiated
1 - Avoidable: design consultant N - No action recommended
2 - Avoidable: in house designer C - Action Closed
3 - Avoidable: CEI consultant P - Recovery Pursued
4 - Avoidable: in house CEI R - Action recommended
5 - Avoidable: 3" party $ - Closed/recovery received

Claim/Extended Limits Codes
C - Claim settlement
N - Neither
E - Extend Project Limits

Conclusion:

I’m looking forward to reviewing your comments on these issues. Once again, these issues are the
findings and recommendations of an initial assessment report. The need to set or change policy in
these areas, concerned me enough that I have asked each Area Engineer to research and report on
their district’s time suspension use by August 15™, 1999, I would like you to quickly provide them
with copies of any time suspensions and back up documents they request so they can complete this
task on time. Your candid comments and insights on this initial assessment are also very important
to me. Again, I would like your response with comments on these issues by August 6, 1999 so
I can review them before I read the Area Engineer’s individual reports. Based on these inputs we’ll
set or change our policies in these areas.

GX/be
Attachments



‘(019 “paJaplo Unod ‘uonenodau
‘uoneadn|) suoRIPUod JuAW[Nas [2018d 10J 15anbar A\ 18 suonEdIPOW 193f01g

800

(s1qissod
J19poo uoseas o1103ds 8 asn) {aoa Jo adods aquiosap Ajsienbape 1ou op sue[

801

(parerad ypurrad jou) adoos [eurdLio ut Jou syrw| s)02f01d UIYHM SUISOUOD SSIIPPE
0)(LO@-uou) sappaed 19430 Yum SuswaaIFe woly Sunjnsas paja]ap Jo pappe Yiom

L00

‘(paajoauy vdr ou) &nnn pasodoad
Jo Bupsixe UB JO 019 UOHN[OSAI JOIJUOD ‘UOHBOYIUSPY ‘9ZIS “UOTIBOO] 31BIND0BY]

901

((10Q 0313500 0u e 39 p[noys) (Vdr)
uewaaIdy Joafold wiop Ainn eutduio Sutdppow 1oafoud o pasmbas safusy)
]

€10

(pa81eyd Ared p1¢ pus WNIWaI] [[8 3G PINOYS) PIA[OAUT Y[ OU iIm
satuedwo) A 4q pasneo sa[npayos yiom 1o8nuoo Juikepep sjusunsnlps Qinn

‘Bumsl soye 8urmooo (aanoanp jusunreda(
se pajuowsjdur) 23ueyo wsidoad;Lafjod ‘a3uryd uoneoyads ‘pavpue)s udisa(

¥00

‘sanssl aﬂOEOMﬂﬁQE §6900Y

LTI

‘parejdwos ussq
aasy sue]d Joye m 3 1Wa0B(pe Jo sammea) ‘s)aaford Jusoelpe yim 103ford szguowavy

£00

(wan
Jayious ur 31 sey 1510 a3 a38uuo) Aq pred JIOMILIES SBY SUO ‘pauUIqUIod 218 sqof
OM]"'Xd) SIIAJY HIOMY3IE JOJ UMOYS JuaABd JO JUSWINSBIUI JO POYISUI 193.LI00U]

v0l

"s1enbapeul
Jo 1021100l ynq sue[d Ul s} UONBULIOFUT 181 UT [0 WOy SI9KIp siy] (1enbape
jou Inq susfd ut papnjour) suejd uj UONBUWLIOJUT [I0SNS JUIDLYNSUL/JOALI0IU]

£01

X

X

‘(919 “saur] A1[un pauopueqs ‘s3uuds ueisare ‘stopinoq ‘Suipid
plo “yonuwrar) uoneredaid sue]d ut pasn sassavoiduswadpn( uusaurdus ajqeuosas
Buiumsse- sue[d Uy UMOYS JOU P3IZUNOSUS AINJBI] 0 [BLIIIEUI IIELNSANS

100

LoLLLLLL
WnIwaIg

Aviun
WNIWAIJ

A1
wnuald

nioy
3q p[noy

{fDs19eploasun
Ajpeasuan

(v)a1qepioas
A[[BIoUsn

$SUOIIBNYS [[B 33
30U Op pue A[U0 IJUEPINS IIUIA)SIXI
wnjuaad [gaouad ToJ aae asoy

Jlqepioas [e1auad I0J aae Fuimof[oj asay ]

$§30UBISTUNIILD 10 §ISLI [[€ JOdYod
jou op pue A[U0 IIUEPINS UOIVUIULIIIIP

*$IDUILINIIO0 ANINJ JUIALA 0] JUIULIIIAP 0) PIAU AL JEYAL

§1 VS 943 Sujjeaad asnwvd 3004 Y3 s8 s53004d Suipod ay3 uy yuessodury {jpurayxa

5§ 25nE 3004 3y} SurumIaga( a3uryd uynsal AGLIdSIP JOU puE UoHEILIPOW
10RIJU0D JO IFNEI J00J 0} dYioads aq PINOYS PIIIIs $IPOI/SALIIUY :dJON

uoseduondirasa(g

apo)

(uonipd 8661 Arenus[) SEA0D NOSVIY NOILIINOSAA INIWITYOV TVINIWNTTddNS




X "passalppe A[a1enbape Jou sansst Juzdeaspuury €21
X 'sa8uByd sue]d BuLnbai paiojunoous sperIajEw snopJvzZel 0zl
X "so3uByo Juduodurod [eanondys ofew o) paje|al pasmbal SUOTSIADY 611
X '$2.J89] Jo uBisop Jupjrew judswdAed/uopezivusys ‘Sujuds Jadoxdurysyenbapeuy 811
013 ‘uB1sap onepAy sadordur ‘sarmjonns
JO SUONBASD 193.L100UT “PI[PUBY JOU MOY} 3)sHo ‘suBisap puod yum swajqoid
X ‘SUOISSIWO 3INJOTLIS “S[BNUSISFIP Spe.d 0) anp paxnba suoyeaypoul adwurea(q SI1
X "paanbaz udsap juswaaed o} uonesyIpOly €11
X "UMOYS S8 A[q#IINIISUOD JOU susuoduwos susyd Jo Surseyd 19alog AR
‘Ioday uopeinduro)) 91
"}10Mm JO W3yt 10J papiacid uoneoyads o) 807
%S
X 1540 £Q Papasoxa ST JUNOLWB JOBUO [BUISLIO UM swan Aed Bunsixs Jo unilaaQ 00L
‘papnour Jou (s)wayr Ked LresssooN 101
'suoneoyIoads 10 ‘saxapul piepuels ‘swayl Ked ‘sqre1ap
‘sajou sue[d UaSAIRq 039 ‘SIIOUR)SISUOOUT ‘satourdalosip WOl Bunnsal s1o1ucy) S01
219 ‘santAnoe ‘swat Ked
‘syut] oM ‘s103o1d urddeaaao woy Suninsas si03eapu0) UMY s)IgUo) 610
(pawera1 LOW
1ou) passaippe A[1odoid jou sarngeay yisuex orqnd Jaypo 10 YQV ‘ueLnsapad ‘axig 4|
(019 “sax1q ‘sTeo ‘sjeoq ‘spad' -ar) uoneuodsuer
X JO sapowr snoliea 2)gpowrosde o} uejd LOIAl paacidde jo uoneatipopy LO1
“udisap
0} Juanbasqns 109f0d uo pauresns (paju[al Jaypeaal jou) aBswep/uonRIONNS(] 10
"(388UIBD PUIM 1O UOLIOJD JAISSIIXA SB Yons susoLLny AQ pasneo a8euwrep jo
Jredorxa) sasnes Jaypeas 0} anp suonesipour sue(d 1o ‘SUnLIGAO ‘SWal [BUOTIIPPY 010
X uoneredssd suv[d ut pasn uonsuuoyul £3A1ns syenbapeut Jo steinooey] 871
X "SINSS PajB[al JUId 600

'sus[d Uy UMOYs S8 S)UaU0dW0/S2.M383] JONNSU0D 0} papiaoid v a3enbapuug

91l




SJ86/1T/10
. 86 19pod\o°3[Yy
(pawusLreA ST Bunjoen a19ym pus a[qissod uaym A[fenpiatput
MO U{0Iq 3q PINOYS SWIANT J1J193ds---PIPN[OUT [[8 JSAOD 0] PINSS! ST JUIWII[NSS [BUY
8 pus padnoud usaq aaey sansst 109f0d uaym £[uo pasn oq 0}) JuswARS sWIE]D 158
WwowesIdy [eyuswiajddng Aouadupuor) 0S8
(s1qtssod uaym apod o1103ds asn) uoistosp SuussuiBus woy Juninsaz s8uey) £0S
UONOMNSUOS FULIND UAALF SUOHDANP 918INO0YU] 708
(Auo un1aa0 3q pinoys) Suptauiiey 443
(V'S aane3au aq pnoys) (dDFA) 1esodoiq s8uey) Suussmduy snjep 00€
"£B]9p 10B1U0O Futsneo asuodsal pake[ap Jo UOISIdAPU] 0€1
“Bumsy o) Joud papnjout J0u saaneaj 3sa L €10
"oeRuoo unosdun uonsaduo) SIBI] SAISSOXT JO SIUIAY [B19adS 810
(V'S aansdau 5q pInOYSs) S[BLINBIA 2A103J3( STL
's0adg prepuelg 3 jo (7)
T'€L-8 S[OIIY UI punoj se SUoHIpuoo JayI0 1o 3[qe[isaB Jaduo| ou sarjddng/eLisiey 910
(suonestyipows Bulpping 10§ A[[e1auad) ansst paje[al 2Mmies) [BANIPIPYIIY i€l




